DOCUMENT RESUME
ED 282 109 €G 019 873
AUTHOR McCormick, Donald W: -
TITLE Organizational Psychology and the Peace Movement.
ng*DATE Bpr 87’ z L I - R . - - ____ T_ .
NOTE 10p.; Paper presented at the Annual Meeting of the

Western Psychological Association (67th, Long Beach,
CA, April 23-26, 1987).

PUB TYPE Viewpoints (120) -- Speeches/Conference Papers (150)
'EDRS_PRICE _ MF01/PCO0l1 Plus Postage: L
DESCRIPTORS Burnout; Decision Making; Industrial Psychology;
*Organizations (Groups); *Peace; *Psychologists;
e Research Needs S
IDENTIFIERS *Organizational Psychology
ABSTRACT . , I I - -
S In spite of the large amount cf work done by other
psychologists on peace issues, organizational psychologists have not
been using the knowledge and methods of their field to help peace. .
organizations. Organizational psychologists could contribute to peace
organizations by studying research questions of concern to peace
groups and by examining career patterns of peace activists, activist
burnout. and burnout prevention, and peace group effectiveness.
Organizational psychologists could help peace groups througn

organization development training or career counseling. At the same
time, organizational psychology has much to learn from working with

peace _groups. The field of organizational psychology can learn about

decision making in large democratic organizations from innovative
peace groups such as "Beyond War," which makes decisions in large.
groups spread. out over the country which simultaneously communicate

via video. Organizatio-al psychology can learn about motivation
through common vision from peace groups where many workers are

extremely motivated by the organization's mission, even in the ,
absence of pay:. Also, studies of organizations (such as peace groups)

that are anomalous in terms of existing theory have led to innovative
and broader theories of organizational effectiveness. There is a need

for organizational psychologists to become involved in the peace
movement. (NB)

Reproductions supplied by EDRS:are the best that can be made *
__xrom_the original docuient. *

LA I IR 3

S i i i L I I I I I I T T I T T I T T T I I I I I T N




8

ED2

Organizational Psychology and the Peace Movement

by

Donald W.McCormick
- Orgamzatlonal Psychology Program -
Califernia Sehool of Professional Psychology - Los Angeles

- U.8. OEPARTMENT OF EDUCATION
Otice of Educational Research and Improvement PERMISS|ON TQ REPRQ_DUCE THIS
EDUCATIONALCE%STCE)gG?ggI%INFORMATION MATERIAL HAS BEEN GRANTED BY

This . documant._has_been reproduced..as
received from the person or organization

__onginating . . _oe_ — - -
QO Minor chan@es have been made to improve . /%/é/ _ )Z_/(‘.

reproduction qualty.

e Points ov view Of opmuons slaled n lms docnr

meani do- noLnecesunly represent official TQiHé éabéA?léNﬁL RESOURCEé
OBRI positian or policy INFORMATION CENTER (ERIC).”

/ Researeh

In Paula Johnson (Chair), Emergi

and Action. Symposium conducted at the Western Psychologicai
Association Annual Meeting, Long Beach, California April 23-26, 1987

>
%
N
O
A

2 BEST COPY AVAILABLE




ABSTRACT o S
Organizational Psychology and the Peace Movement
by Donald W. McCormick
This paper discusses some of what peace organizations
In the history of psychologists working on peace issues,
the role of OP wis notably absent: How can OP help the peace
movement? It can help through research and intervention in peace

organizations.

OP can study research questions of concern to peace groups.
organ.zational psychbibgiété can help peace groups through
organization development training, or career counseling.
democratic organizations from innovative peace groups such as
"Beyond War", which makes decisions in large groups spread out
over the country which simultanecusly communicate via vides. op
can learn about motivation through common Visisn from peace
groups where many workers are extremely motivated by the

organization's mission, even in the absence of pay: &also,

studies of organizations (such as peace groups) that are

ancmalous in terms of existing theory have led to innovative and

The paper ends with a discussion of the need for OP to become

involved in the peace movement:




Organizational Psychology and the Peace Movement

How can organizational psychology help peace organizations; and
what do peace orgamzatlons have to offer organizational psychology'?

56 far orgamzatlonal psychologlsts have not been using the
Jacobs' (1986) extensuve h| »tory of psychologists working on peace
issues; the role of orgam?at onal psychology was primarily
notlceable by lts absence. ThlS is true desplte the large amourt of
work done by other psyehologlsts on peaee lssues (Jacobs, 1986).
Individual orgamzatlonal psyehologlsts such as Rensis Likert
(Morawski & Goldstein, 1985), have been involved m peace wark, but
their work has nothmg to do wnth how peace orgamzatlons functlon

Other psychologlsts have played many roles with regards to the
threat of nuclear war. Some psychologlsts research foctses on the
appllcatlon of conflict resolution methods to the nyclear arms race
(Deutsch, 1980). Janis (1982) is interested in the appllymg his group
decision making work to pollcy decisions regardmg nuclear isstues:
Other psychologists study the psychological effect of the threat of
nuclear war.

Orgamzatlonal psychologlsts however, are umquely qualified to

help via a largely unexplored role--that of sewma the organizations

that work for peace. They can help through research and intervention.

Brgamzatlonal psychology research can find the answers to
duestnone of concern to peace groups-—questlons such as:
0 What are the career patterns of peace activists? Descrlbmg
peace activists' career paths and sharing these descrlptlons with
1
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are unsure about Workmg for peace as a career. For example I told a
clinical psychology student that | was interested in consultmg to
peace and social change orgamzatlons and she said that she would
much prefer that kind of consultlng to clinical work; but dld not know
that it was even possuble.

o What can be done to prevent burnout of peace activists?

o How does the way peace groups are perceived by the
organizations they seek to change influence their effectiveness?

o What strategies do the more Successful peace groups use?

o How can peace groups understand and gauge their effectiveness?
What does %’rga’nizatiohai effectiveness” even mean to a peace group?
| wrote a research proposal that focused on discovering
characterlstles of effective peace orgamzatlons--an In Search of
Excellence (Peters & Waterman, i§é§) for peace orgamzatlons W.ien
| mentioned the researeh to consultants to or members of peace
orgamzations they often said "Well what do you mean by an effective
6eace of‘gamzatnon'?" or "It ean t be defined™. A good definition of
orgamzatlonal effectiveness for a peace orgamzatlon can gunde
managers in their choices of strategy and orgamzatnon Imagme
trying to nmprove the management of an orgamzatnon wuthout havmg
an idea of how effective it is (and despairing at even the poesnblllty
of ever having such an ldea) Or imagine workmg at the eommumty
level while the benchmark for your success is a global goal such as
nuclear disarmament. Defi mmg effectiveness may help managers and
members of peace orgamzatlons gain a better idea of what they are

2
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doing and whether they are doing it well.
0rgamzatlonal psychologlats can also help peaee groups through

intervention. The field of organizational psyehology has a vast

arsenal (if you forglve the military metaphor) of interventions wnh

which to help peace groups These include organization developﬁ’e’nt

lnterventlons (such as open systems planmng or survey feedback),

tralmng interventions (tramlng in consensus decision making, group
problem solvmg, or superVISory skills), or career counseling for those
maklng vocatlonal choices or economically expenswe life transitions

in order to foster peace” (Nelson 1985).

Related prof eSSIonal associations such as the Orgamzatlon

Development Network and the American Society for Training and

Development often have local divisions and committees that arrange

for volunteer professionals to serve community organlzatlons

Similarly, management consultlng and tralmng firms that spemahze
in serving nonprof it orgamzatlons (for example, The Support Center or
the Southern Califernia Center for Nonprof it Management) often use
volunteers in their eonsultmg projects and workshops. Orgamzatlonal

psycnologlsts could use these as a base to approach and help peace

organizations.

We have discussed a little about what orgamzatlonal
psychologlsts can do for peace organizations, the Seeond questlon in
this paper is "What can orgamzatlonal psyehology gain from studymg

peace groups'?" Certain peace groups are very good at some thmgs and

we can l2arn from them.

One area in which peace groups stand out is the management of
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democratic organizations. As Workpiace democratization and
employee participation increase, we can gain nnsnght from the
methods of some of the profoundly democratic orgamzatnons in the
peace movement. Rosabeth Kanter, after all; started her career by
studying commitment in deeply democratic organizations
~-communes. Peace organizations are often driven by ideology to
experiment with democratic forms that are far beyond what the
average business organization would try.

Beensnon maknng in a democratic organization is problematlc and
the organization "Beyond War” provides a good example of a way to
rmanage it. "Beyond War" is a 10,000 member orgamzatlon where
decisions are made B'y consensus. In addition, a great deal of strategy
comes from the ground up. The smallest unit is the team, which
operates on 2 nenghborhood level: Then ccmes the region, an example
of which might be West Les Angeles' The next larger unit is the
territory ~Southern California is a temtory Finally there is the
national level As an example of demoeratnc cecision makmg suppose
a member of a ne19hborhood teain in Beyond War decndes it would be a
good ideatorunanad ina newspaper in order to inf Iuence people’s
Eﬁiﬁking about war. First the local team would have to reach a
censensus as to whether or not that was a good idea. Suppose they
agree, then the team representatlves in the regnon wodld have to meet
and come to a consensus. If it was somethnng that can be
|mplemented locally it would be done. If it has Iarger nmplncatnons
the consensus decision making process may move up to the terntory

level or a national level where a board of reperesentatives from the



next lower level would decide by consensus. Beyond War also uses
video teleconferencing and electronic mail to allow large numbers of
its members across the country to simultaneously communicate and
make consensus (and semetimes majority vote) decisions. This

process is; of couréé— more time eehsijmihg thah traditibhai decision

pohcy process is interesting and could be a l‘lCh eource of Ieammg
about partucupatlve and democratle proeesses in orgamzatlons
Motivation through common vision is another area in whleh the
field of orgamzatlonal psychology can learn frem peaee orgamzatlone
In many peace orgamzatuons workers are extremely metwated by the
organization's mission. Vision as a source of motivation is an
increasingly popular topic in both the academic and popular literature
(Berlew, 1984; Peters & Waterman, 1982), and peace organizations
offer an opportunity to see how powerful mission and task
ei’ghif icance can serve as a motivator, even in the absence of much or
any pay. For example, in the Great Peace March, people were
motivated to walk across the entire United States. If your employer
asked you to walk across the US, would you do it?
Exa’m’in’ihg unusual organizations that are anomalous in terms of
existing theory has led to innovative and broader theories. For
exan ple Gaertner and Ramnarayan s (1983) Study of EPA led them to
orgamzatlons (sueh as peace groups) that are anomalous in terms of

existing theory have led to mnovatlve and broader theories.

But even if you do not aecept the idea that the field of

S
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organizational psychology can benefit from studying peace

organizations, | still believe that organizational psychologists should
become more involved in helping peace groups. If you accept that

peace organizations are going about peacemaking in the right manner,
then what organizations are more important for organizational

psychologists to help than those concerned with avoiding siaughter?

| do not believe there are many: Peace organizations offer an arena
for organizatiohai béyeﬁéiégists to perform very meaningful
work--work that Hackman and Oldham (1980) would describe as
Béiﬁé Véry high in "task éi’g’hifi’caht:é;; AfEér all, prevention of nuclear
war is both “the ultimate psychological issue” (Caldicott, 1984) and
the uitimate organizational issue--Hence the ultimate issue in

organizational psychology.
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